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Incentives
By JAMES A. SMILEY, M.D., D.I.H.
THE subject of this short paper was chosen quite deliberately-not because one
has any fresh contribution to make to it, nor because it can be summarised briefly,
but because it gives me yet another opportunity of saying that the practice of
Occupational Medicine is more than the provision of casualty services, the study
of toxic hazards, and the diagnosis and prevention of industrial diseases.
Toxic hazards and industrial diseases are relatively rare (with a few obvious
exceptions), but few will deny that in the industrial community boredom, vague
ill health, and psychosomatic illnesses are not uncommon. Even if these problems
were not presented to him in his study of absenteeism, in his scrutiny of accident
rates, in his recognition of accident-prone individuals, in his perusal of medical
certificates, and in his knowledge of persistent lateness in the morning occurring
in certain groups, they would be thrust at the doctor in industry by the steady
stream of men and women to his consulting-room, whose failure to achieve harmony
in their industrial relationships is the greatest of their ills. The medical department
of any factory is the place where the first signs of a breakdown in morale can be
detected-long before industrial unrest (with consequent fall in production, and,
in the end, strikes) develops. It behoves us therefore to try to understand what
constitutes "Morale," and what factors can influence it.
The recognition that it can be influenced is acceptance of the fact that morale
is a dynamic and not a static force. Just as it can deteriorate as a result of wrong
actions and attitudes, so it can be made to improve, if we understand its nature
and the kind of therapeutics to exhibit. Morale in the individual is a mental quality
intimately bound up with mental health, efficiency at work, and happiness. Group
morale differs from individual morale. It is not the sum nor the average of the
morale of the individuals who make up the group-if one can speak of it in those
terms. It is usually lower and much less mature-as I have seen many times
amongst shop stewards, who, in the consulting-room are usually very reasonable
fellows, but on the platform at a mass meeting, in the presence of their mates,
may be hysterically unreasonable. The group, however, is much more susceptible
of suggestion, and it is through the technique of suggestion, whether direct or
indirect, whether blatant or insidious, that morale can be altered.
The industrial hygienists, especially in U.S.A., claim that the physical environ-
ment is the most potent factor and so they aim at providing well-lighted, well-
ventilated, adequately-heated (or cooled), attractively-coloured workshops and
factories. No one denies that these are important, but a heavy blow was struck at
this thesis by the experiment carried out in the Westinghouse Electric and
Manufacturing Co. during the late war. In one workshop lighting was improved
as the result of representafions made by workers. Output went up, and the manage-
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accommodation. Output went up again. The general manager was greatly
interested and began to bring visitors to seen what was happening. A change in
the lay-out of the work was effected. This was followed by another rise in output.
After every modification of the environment, production improved and the industrial
hygienists felt that their case had been demonstrated. Then came the industrial
psychologist, who said: "Let us complete the experiment-let us return step by
step to the original conditions and see what happens." To the surprise of the
management output was maintained and the environmental engineers were dis-
comfited. In effect what had been the incentive to work was not improved environ-
mental conditions, but the fact that important people were taking an obvious
interest in what was going on in that workshop. The psychologists now say that
physical conditions are much less important than what people think the physical
conditions are. My own view is that environmental conditions are important, but
that for the maintenance of morale, an active interest in workpeople as persons,
as individuals, as sons of God, if you will, is more important. An illustration of
this comes to mind. It is generally admitted that there has been a breakdown of
morale in the coalfields. This failure is attributed by the men in the mines not only
to the increasing hazards to life and limb in the pits, but to the fact that in the
past they felt they were regarded as something less than human. At the Atomic
Research Station at Harwell a different story is told. Here the hazards are as great
and certainly more imminent. Radiation burns, leukemias, and cancers have already
been incurred, but morale is high. There is a long waiting-list of people from
labourers to research workers anxious to find employment in the station-and
there is neither the incentive of high wages nor of special rations. In the coalfields,
whether rightly or wrongly I do not say, the men feel that they have in the past
been treated as less than human by their employers, and that interest is being
shown in them-now because of the recognition, not that they are human beings,
but that they are impor.tant economic units. In Harwell morale is high because the
workpeople are assured that as individuals they are regarded as important by the
extreme care devoted to their protection and welfare by doctors, engineers, and
scientists.
I have spent too long on this point already, but I cannot emphasise too strongly
the importance to the maintenance of group morale of the recognition of the supreme
significance of the individual.
Time allows me only to indicate a few headings for aspects of our subject-any
one of-which would require a full-length paper for itself. At the head of the list I
would place "Leadership." Much has been written and spoken on the subject of
late, especially by some of our more successful war leaders, but leadership in battle
is very different from leadership in the workshop. The man going into battle has
a greater sense of his own inadequacy to meet the unknown, and is, therefore,
not only more willing to accept leadership, he almost cries out for it. There is a
great dearth of industrial leadership nowadays and this is, I believe, partly due
to the perpetuation of the system of promoting the best workers in a shop from
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Nthe bench to the foreman's or manager's office at a time when pride in craftsman-
ship is rapidly dying, due to large-scale mechanisation and the relative impossibility
of a workman seeing in the finished product, the labour of his own hands. If there
is to be leadership there must be an emotional relation between the leader and the
led, but so often the really good workman who becomes a foreman tends to be an
individualist with an obsessional bias, and he tends to drive and to nag, and con-
sequently to-cause his workpeople to react away from his leadership rather than
accept it. We have much to learn of the qualities necessary for industrial leadership
and, having learnt them, we have still to develop techniques! for the selection of
group leaders. These leaders may not be permanently acceptable to the group,. and
this introduces the necessity for a far more elastic system of hierarchy in industry.
Churchill was accepted as a great war leader, but when his task was accomplished
he was, for a time at any rate, discarded.
Not very long ago I heard a distinguished member of this society say that
morale in industry could not be improved until discipline was tightened up, and
discipline could never be properly imposed until there were queues outside the
labour exchanges. I -agree that there is an element Qf truth in this remark, but if
it is the whole truth, the outlook for this country is indeed dark. Comprehensive
social insurance and full employment have greatly weakened the old drive "work
or starve." Yet industry is still largely organised on the old lines, which assume
that this economic drive is still there in its full force. This inappropriateness of our
old system of incentives to the true position to-day is one of industry's major
problems. The picture which comes to one's mind in thinking of this problem is
"The donkey, the stick, and the carrot."' Men cannot indefinitely be driven by fear
or attracted by the hope of reward. It has been shown that if fear is the motive
force, theresis, for a time, increased production, followed by a steep fall due to the
breakdown of the human element. Russell Fraser in the M.R.C. Report No. 90,
"The Incidence of Neurosis Among Factory Workers," shows that in a sample
of three thousand, 10 per cent. (9 per cent. men, 13 per cent women) had suffered
in the previous six months from definite disabling neurotic illness, and a further
20-per cent (19 per cent. men, 23 per cent. women) from minor neurosis. Not all
of this was due to stresses inside the factory, but at any rate the figures suggest
the magnitude of the problem.
If hope of reward is substituted as a motive force or incentive, there is again a
rise in output, which is maintained for a longer time. But the difficulty here is two-
fold. Some workers will work to achieve the reward and break down in the
process of doing so. Others will achieve it quite readily, but fall back, hoping for
an even higher bonus. Financial incentives mean different things to different
people-to some the opportunity to marry; to athers more frequent visits to the
pictures; for some better education for the children or increased social prestige;
for others the opportunity of spending on holidays. The financial incentive is a
"variable," depending on what it means to each individual, and the importance
of that variable to him. As an incentive to work, the economic urge has an
important place, but in modern industry not the foremost one.
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work may be listed as worthy of study. Secutrity, e.g., guaranteed employment,
is promised by some managements. One firm in this town offers security of employ-
ment, except for gross breaches of discipline, e.g., assaulting a foreman. It is not
generally accepted that this is good, but the absence of security is worse, as I saw
in my monthly visits to Rochester in the eighteen months after the transfer of Short
Bros. to Belfast became inevitable. Not only can men not give their best when the
day-to-day threat of unemployment hangs over their heads, but large numbers
actually break downi. It is not easy in practice to find a formula which gives security
anid at the same time safeguards the preservation of some degree of competitive
urge, but such a formula must be found.
Pride int lVork.-There is in some industries still the possibility of experiencing
this emotion, but the satisfaction is enhanced if it is appreciated by the supervisor.
It is often difficult to experience another person's pride, but it is the essence of good
management to attempt to enter into that other person's experience. I remember
an old toolfitter showing me a little screw he had made to a specification for which
the tools usually regarded as necessary were not available. He grew quite lyrical
about it, but to me it was only another screw. On more than one occasion my
gardener has brought me to admire a heap of manure which he had built into a
neat rectangular pile-and that brings me to another point-the sense of order
and routine. This sense of order and routine often is associated with low intelligence
and initiative and for many people is satisfying. Monotony is not a common com-
plaint. People who do monotonous jobs often get pleasure from day-dreaming. A
girl in a local factory makes forty-seven thousand little metal tabs each day by
pushing a metal strip into a guillotine with her left hand and depressing a lever
with her right. I asked her the other day what she thought about while on the
job. "Clark Gable," was the reply.
Another element in factory life which I must mention is the sense of being
appreciated and accepted by the group. Adults generally never grow out of the
schoolboy characteristic of enjoying membership of a gang. The sense of con-
forming to type, and thereby winning approval of people, is very strong-and so
"blacklegs" are despised. You will know what happens on the long train journey
-some stiff old gentlemen sitting in a carriage-each reserved, none having spoken
to the others. A mother and her children get in with the usual fuss of arranging
luggage. Each of the gentlemen gives a hand and, in doing so, each identifies
himself as a member of a group willing to assist the mother. The atmosphere
thaws and conversation soon becomes general. But this desire for appreciation is
apt to lead to the well-meaning, but weak foreman, spending an undue part of
his time patting backs. Appreciation by the leaders of a group should be spon-
taneous and genuine.
It is a matter of every-day experience that a sense of responsibility for somebody
else is a most powerful incentive to increase effort. We all know the type of lad,
apparently without a sense of social responsibility, who, when he gets married,
settles down to be a useful citizen. Indeed, I believe that more frequently this
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mention another obvious factor-the sense of self-expression. This may be direct
or indirect, and it increases .efficiency because of the better mental health of the
individual. A tradesman can often find self-expression in his work. A mass producer
may earn enough to spend on a hobby of some sort in which he can enjoy himself.
The recognition of this has led many progressive companies to encourage dramatic
societies, model-making clubs, stamp-collecting bureaux, etc.,within their organisa-
tions. People who suffer from lack of expression may become apathetic-"browned
off '-and eventually break down. But inside the workshop self expression may
take odd forms-the practical joker who sends the young recruit for a soft-faced
hammer. "Old Joe," who is the character about the place; "John," who is every-
body's confidant, and so on.
This problem of the reaction of the individual within the group to that group is
fascinating, and is one which is ripe for exploration. The man doing a job about
home is different from the same individual working at the bench with mates in a
workshop. He is a different man in the presence of his wife, his little son, or even
his dog. What constitutes that difference? The full answer to that question would
throw light on most of the problems of industrial psychology.
Finally, I also want to mention an impulse which can affect very large groups
and which, for want of a better name, I call the Internal Obsessional Drive. We
saw it in the fighter aircraft factories in the early stages of the war. We had it
exemplified in the Hitler Youth-in their blind devotion and enthusiasm to a cause
which we, but not they, believe was unworthy. There is not infrequently, under
adequate leadership, a compelling conscientiousness which is a most powerful
incentive. Whether it is normal or abnormal, I cannot say. Whether it should be
exploited by managements depends to some extent on what we think of it, and on
that I would like to hear the views of others.
I have skimmed over the surface of the problem of our present industrial malaise.
A discussion of the fundamental issue would lead us into the realms of religion
and philosophy in relation to the revolution which is taking place in society to-
day, and although you may disagree with everything else I have said, you will,
I think, agree that a short paper is not the vehicle for such an analysis.
REVIEW
TEXT-BOOK OF MEDICAL TREATMENT. Edited by D. M. Dunlop, L. S. P.
Davidson, and J. W. McNee. 35s.
IT wvould be difficult to speak too highly of this text-book of medical treatment. The fact that
five editions and several reprints have appeared in ten years is sufficient evidence of its popularity.
The present edition is up to date and -none of the newer drugs, of proven therapeutic value,
appears to have been omitted.
The brief account of the salient points of each disease, which preceeds the description of treat-
ment, is an attractive and useful feature of the book, and the section on technical procedures
should prove of the greatest value.
It is a book which can be confidently recommended to practitioners and students, and will rarely
fail to supply the information required in any given case. J. T. L.
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